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ABSTRACT J ? ' ; \ 

The mojdel developed here has been designed help 
educators become bettet- listeners and the'reby better leaders. ^Tl^e 
model is broken down into an active and a post-active phase. The \ H 
active j)hase covers the ^period of time during which active verbal > 
intercourse is in progress. Concentrative listening, the first skill 
in the active phase r is t^at skill -through which the listener focuses 
and' maintains his attention on the verba** input. The second -skill, 
appreciative listening r is a humanistic component in which the 
listener attempts to comprehend the ^ferbalizer « s- perception* of his 
communication. The post-active phase begins when the speaker has 
completed his verbalization. Included in this phase are three 
listening components: (1) analytic (the listeper classifies material 
received as either relevant or irrelevant) , ^ ('2^ critical (the * - 
listener appraises ea&h relevant* piece of information received) , and 
(3) creative (the listener . synthesizes and evaluates whai he' has 
received). Several diagrams of the listening Vodel are included. 
(Author/DN) , ' / 
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Int rocluc t Ion? 



Undoubtedly Lhe skill which any school administrator uses most 



is unfortunately that skill which is rarely ..ef fectively exercised or 



d 

consciously improved : listening. Mo*st of us are not aware that this 
* «■ * j " 

essential ability can be qilite significantly sharpened to the extent 
that any educational leader could Very conceivably improve not oijly 
bis" ability to listen but also, as a result, his ability to speak and 
to raise pextineat questions^ and, most important of al^ his ability 
to effectively fulfill the educational- leadership role needed^by his 

social organization. Adequate fulfillment of this role is clearly 

, « i 
pivotal to good communication. 

! 

i '■ 
To date, most of the research on list-ening has focused on the 

physiological and psychological processes involved in message recep- 
tion and on scattered, /inconnecred listening skills* However, 

.effective listening is not merely a simple skill or a simple process. 
- •* * 

It is an additive series of abilities which occurs/not only .during the 
s actual f ace-to-f ace verbal exchange, but also affter .the termination 
of this exchange. Listening, to a, large extent, is Lhen a form of 
.thinking over inner recordings, of past communication". 

There are five basic 'listening skills^ of which we. Cool the educa 

tional leader should be aware. It is our strong conviction, that with 

t h f * a s s i'r. umc g of any of so vo r a lr now e x i s I c n t e vn 1 ua t i. v e too 1 s . an d 

i'ust ctteL ionai devices, any administrator who care." to LtiKv Lh«.\^tit!-> . 

w i L ! ho able to imp r ov o n n y % o r all u I I iu j s e 0 f t v u :i b i 1 i li i* j» .in:!, 1 1 1 o r i>bt 

.i unvas** -Jvi ri ef Cue. t tvi-no is as a school, lovuler. To' Ik*: t dj scr i bo f.hos 
/ " ^ * 



five skills, we submit the following definitions and model. It must 
be noted th.it the nature of a* model^/ schematic or paradigm is not meant 
to be all-encompass ing, but simply to point out the main features of a 

* i - ' 

relationship or set of relationships* This particuiar listening model 
is broken down into two major sjjf-divisic*?s: (1) the active phase and 
2) the post-active phase* 

. THE ACTIVE PHASE: THE REALM 01 COMPREHENSION 

The active phase involves the period of active verbal intercourse* 

It is our contention that during this phase, the educa tonal leaaer 

should attempt to mentally "record" or "store" communication input in 

the form of message comprehension* By comprehension we do not require 

that the listener mentally retain the message in its original verbal 

* 

form, but rather that he* retain the idea* which the words initially m 
conveyed* We therefore Maintain that words are simply the vehicles 

for ideas and that they are in and of themselves of little value. 

*. * 

There is an objective or neutral component operating here in 
which the listener should attempt to absorb as. much of what Is being 
said a r% possible. Th£* primary caution is to* avoid "masking", "turning 
off ,, t or "blocking* 1 \xoy p*irt of t;he cotmtiuiofc^tion because of value 
judgement, ego-invoIven^Vt:, or listener-bias. "Thinking ahead" o£ 
ttu j verbalizer is also contrary to .optimum "recordtni;" or "storing." - 

ItTipJitM'f in the aet ive phase is the listonof's ability to com- 

:>r idea;;, coiu/.'Vts, V'e lings being verbalized to him. In 

r In* 1 rJi;i ;r ini o;i p.i'V 1 l\ wo tlruoT o llu* process o?" "tr-t.iJ input 

4 \ 



tegrate the ideas and concepts in the verbal input into his own ex- 
periontial and cognitive base. For example, an esoteric discussion - 
of nucleat physic^ is- "lost" to the layman* /in other words the input 
. is'' not within his realm of comprehension and \this realm, therefore, 

0 acts as an "Input limiting factor. 11 . 

. - % Narrowly defined, the model is effectively set into motion when *\ 

clear' comprehension exists. Inadequate comprehension at this first ." 
stage may result in H ,inadequate output 0 at the completion of the model. 
Therefore, clarifying questions are an important M pre-modeI M compon- * 
ent. In other words, if the listener fails to understand the ideas 
be/ing verbalized, he should ask clarifying questions in order to more 
■ / nearly approximate the totality of the input . J^&enerally, than, the 
• more comprehensive the input", 4:he more accurate the output. 

CONCENTRATIVE LISTENING \ 

9 . ; 

Concentrative listening, th6 first skill in the active phase ^'Is 
that skill by which the listener may focus his attention and maintain v 
that attention upon the* verbal input. It is the listener's ability|jjto 
concentrate on what Is being said.. Concentrative listening, then, is 
. ' necessary to retain and enhance, message comprehension.. 

• ' - , . % ■ , ■ 

, . .. APPRECIATIVE LISTENING c .• • 

' - •' ' \ . :/ > . 

Appreciative listeuing nay be con;' id creel as a subset of concen- 
traf. ive .Hsteairi-gM.nsoF.Tr as empathy wirfi what "the speaker is saying 
.' '-V ' i s d r p e n« 1 1> n t upon the Li s t e i}„e r ' s s u s't a i n ed a 1 1 on t L oi t o r J 11 c o nee 1 1 L r a t i v e " 

ah t 1 t. f y n .1 h is rea I pi of c uwp i ' eh e n ;; i o n . An p r ee La t ivo I i ^ V en i n g , t; i leu , 
.! !iM-:».iu jst.ic coikpon v:t in. vhtrh Lhe I i s L i»ne i' MMeiiM-ls Lo eiyijitVhev.*! 

ERjC 



the verbalizer's perception of his cu 4 Tiinimication in addition to simply 

concentrating on what the message mearfs. 
I 

For example, if a parent approached au educational leader in order 
to complain about his student, 1 s grades, an effective listener would be 
one who attempts not only to cognitively comprehend the message but also 
to understand the parent's affective frame of reference. What does the 
parent thipk he means? What is his viewpoint? 

before leaving the discussion of the active phase of this model, 
we should affirm our belief that the listening abilities specified in 
'this phase should become necessary behavioral parameters for qualifi- 
cation of an educator* in the role of an educational leader! The 

Ability to absorb and comprehend input from community representatives, 

\ ' f: ' 

patents,, teachers, and students is vital to the listener's role las an 
effective educational leader. 

THE POST-ACTIVE PHASE 

The second major sub-division of our model js What we have termed 

Ihc "post-active 11 phase* Included i|\ this phase are three listening com- 

pnnents: 1) analytic listening, 2) critical listening and, 3) creative 

l istening. The writers sugi;c*'i that* this post-active phase is set *into 
• * 

motion at tho completion of the verbal exchan^*.* and the active listening 
process. In A)ther^ words, the bctivc phase of thir, model suggests that 
tiio lislrnet wait nt\l i 1 the r.peaker his comffl^f od hi.- verb, a L i zcit urn he- 
t <>.-♦• th.' listener proceeds tut 0 the po.-;r.-a-' t l«*e stal". Accord in;.', to 
: i . r:i- then, l i » . ■ om rrKv t!:it«'n^i i> n.>( oi:c w'h) interrupts hut 
r :;!(..■ i". o:v- v/<;» .sMo^s ti: ■ spei2:er v<-rlVi ! i f h- entiri- w.s.ir.e' 
1 . • ' '. ■■ ;• t k ? • !!;; Viu •-. it* . i ■ i V i»« m " • < - .s f 1; ■ » < ■■ 1 . f « ■: »* i t ::*r n • ! »< **au! o i 



irrelevant* . * 

& Before proceeding we must- note tljat the post-active pha&e is not 
purely contemplative and meditative in nature insofar as it must be 
done in solitude; rather, these components are initiated at*. the com- 
pletion of the verbal exchange, whether during, a pause in the convei-7 
•sation or after the communicators have physically parted coqipany. 'Tire 
essence of 'post-active porcess is a reflection. 0V1 the totality of 

. input'duriug/'the foregoing active prqce'Ss. p .\ . " 

-*»••• fi . ■ • . • 

<*/• .. ' . . ■ ' * - ■ ■ 

The post-active phase, composed of the analytical, critical, * - 
creative, sequence assumes a systems approach , orientation upon - closer 



inspection. Each component functions both independently and^ inter- 
dependently. They are "Independent insofar as each type of listening; 
is focused upon a unique outcqme, and interdependent due to each 
component's dependence upon the proper and sequeq^tial functioning of 
'the preceding component (s) . More simpjjr, the output of one compon-* t 




etyt .is th^input of.. the next. The stimulus^ or analytical listening 

must come ,af the completion of the active process. The stimulus for 

* . • . - *."'. ^ " * ' 

critical listening is the output of analy tic - lis-tenlrig.. The stimulus 

V.. • • •'■ ■ •' • ' m ■ . ■' " ;. 

for creative Y^ ster vi n g is the output o,f critical listening.^ .Each :com 

'* - *° / • . '-' " _ 

•ponent is se^uenfiial, interdependent and y^L w v .Ln a sense, independent 

in teirms o| its owri unique outputs ■ 



ANALYTIC LISTENING 



,:J. 



/The a n a L y t i c 1 1 a t o in i n g component ma y b e p p t U" a t Lo n a L .1. y d c f i a e d :j y 
a sort ih;-t or sifting procor.r. in which the input, of portions thereof 
f rum 1 1 h £ -"a t: L i ve. p h ar> o ina-y he c la « s i f lo u n e i t ! 10 r r e J e v*i nL or "i r f* e 1. < 
van! hy the listener. ***K ( hi!t' v/e r c ;i] » y.i: # f h.i* 'Hire uhjci/i ivit y wi:h 



.«:.»- 



•"■ac- 
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respect to 't he determination of relevancy or irrelevancy is impossible, 
we. submit, however, that" the ■ 1'Lstener^ who effectively uses the analytic, 
listening skill is one Vfio "non-sub j ee.ti.vely" "neutrally" "distingu- 

ishes^ between relevant and irrelevant portions of the tot^l verbal* 

** - 

/ input*. ■ While. we, must acknowledge that values, and valuing are operating 

Q ' , 

hecuj c^n effective listener is' not 'one who .'will discard" as irrelevant 

-. : * ■ ■ / ' - 



a,uy portion of the total verbal input with whijfli he is not in )§greement • 

" - *■ 

Therefore, personal^bias and ego* involvement will not shunt to the 

..." ■ • . * .. - h v 

ir rdlovartt portions a£ a^> defense mechanism certain ideas which should 

bear directly Upon the total relevant Vnput^ '•■ o . ■ 

X In addition to the obvious task of discarding social niceties 

■v ■ • ' „ - 

and amenities,, it is incumbent upon the listener to consciously attempt 

- ' . " - ■ a , - * ■ * 

■ to "refrain from disci r ding 4 as irrelevant any input portions which may 

* ■' ** ' . 

' . . "* 

* y> ".appear" as either alien or. threatening. The output, then, of the analy- 

tic l^fenLug Sje.ill is 'the universe -of total relevant • input portions 

'*'.(■:■ , ■ ' . ■ ■ • . « . 

>-*V : ith "rd^pe'et to topics, issues s . or questions. - ■ ' , - 

*■ «v» * ' . » <. 

*' * ' * ■ ■ 

'.jtj? " '"' > t H 'it should be noted • that implicit in our jmode. is the understanding 

. -• " '?■'. • V, .'■ ■ /; ;,. ■ V ' \ ; ' ' * ■ V" 

■•■J-' that there-may. be. "topic input" into the process on" the part of the 

• c listener during the analytic component of the model, Decidipg what is 
■ '^relevant'" input is predicated upon the question "relevant to what ?" 

r V • • ' ••. ■ •■ ' V ' '. . " / ■ . - ■: . 

- if* oux c;A(> the answer wouid <be "to topics, issues, or questions." 
TiiCfSe items may be. either . . extrinsic, -i.e. , presented verbally by the 



p « r .^o iv speaking or in t r ins i c , i . e . d e vc lo ped by-, t he- 1 is t cue r as having' 
soru: • trrnV jng upon .comments -made or implj^U^In other words,. t\e'rc may 
! > e a : I i r. e u e r • :i rip u t a s we L L ; is v c? rb a I ' L koi: i n i> u I . . .., Th i 3 Li s- 1 e n e47 ^. i vp ( it 4 . " 
Pi* iv f"- j in > 1 1 < » f o r m 'of t ( m m\ k s , ' " {. « s u o"s ; or u.o .-^ t i o n s «, 1 1 > w h":j eh so m e i «. » - 
•„;i:u:v t the: verbal i hpu!" r.:*i v .^he ■ ..is/; i «;ned . 



CRITICAL LISTENING 



• At the 'completion of the analytic skill, the second, or critical, 
listening component is triggered. An operational definition of .criX.1- 
cal listening would include the listener's appraisal of each relevant 

.portion of total relevant input gleaned from the previous analytic . 
phase. ^ Although critical listening is largely a subjective process of 
assignment and weighing, there is a quantitative as well as a qualita- -. 
five aspect operating here./ How relevant- were the speaker's comments " 
to this issue or that question? What degree of relevancy does this 
particular comment have to the question at hand- or could it be applied 
mdre postively to another parameter? It should be noted that the 
topic? and the total relevant input are supplied to the critical^hase 
for processing. This processing involves selection chit or the total . 
re^eVant input, portions ,.of inputPwhich bear relevancy to a particular 
topic, jissue, o.r question, and'"weighing the ■ relevancy of a selected . 

' relevant, input portion with respect 'to a topic. In other, words, what 

. portions' of the relevant input relace to which tdpics' and how closely 
does it correlate 'with c tha ^topic r : We submit, then, for further clari-u 
fiction th}> fallowing diagram and example which sc^henatically repro- \ 

^sentr, what occurs within the! critical listening skill.. S^e Figure.. 1: 

CRITICAL'- LISTENING' ' 



.Fig ure 1':,'; 
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Fol Lowing the total relevant input contributed by the analytic 

listening skill thc^ listener then assigns certain portions of the 

universe of total relevant* input to topics' which have been j^fated or- 

to! 

implied in the verbalisation (I.) By doing so the listener can then 
focus upon each topic and its concomitant input (s) in order to more 
effectively weigh the degree of correlation which the listener finds 
efclstent' between those relevant iqpfct .'portions 'and the topic (II.) 
The prim ary correlation tjp be drawn is the • degree of relationship 

which* exists between the 0 topic and any particular "input pprtions(s) f . 

« • , •)*"-• 

e.g. how relevant are and a 2 with respeojt to A^ A resultant 
incidental correlation is that which exists between thV verbal input 
portions themselves, e,g. the correlation 'which exists between a* 
and a 2* A concerete exnrogle wou^d be an event in which an individual 
expressed several concerns, or Lepras related <o the. issue of busing. 
Once these input portions have beet) assigned to. the topic of busing A 
by a listener, he must then determine the degree of relevance exist- 
ing between the speaker's ideas and the touie of busing, e.g. how 
relevant with respect to the 'topic A is x the idea n^? How relevant 
with respect to the topic A is the idea a^ 7 . Thou, incidentally what 
is the correlation of a^ to a^? Naturally, the greJ^ir thp relevancy 
which exists between the spt*ake*r's ideas on busing (a^ and a 0 )» the 
greater will be the correlation between these ideas and the, topic of 
•busing (A). t 1 • 



In f;un»ii!iry, t hi * criMcnJ listening component receives i t Input 
r vo.rj riio inalytiv en s ijj -.I'.ii'.u in l Ivj form of* \ univern.' o» total relo- 
v.i p ,t 5 1 1 { > v * portions. 'i''i"fu ,4 ;un't iuii.; r.n» Ltrvi assi ;;n."d to toj»tc:;. 



respect to the Lr degree W relevance (or "correlation*") with those 
; topics, issues, or questions* The output, then, assumes the character 
of the concept illustrated in the precedin&'di&gram. (Figure 1). 

, - •'■.*•• ■ . •. * ' • 

* ... 
CREATIVE LISTENING 

The third component of the post-active phase is the ^qj^eative 
listening skill. This skill may be operationally defined^rs a, two < 
stage process: synthesis and evaluation . The synthesis process is 
sparked by the bjutput of the critical listening Skill. Once the 
correlation has been established between relevant inpu'~ portions 
and the topic(s), these relevant input portions are then synthesized 
to yield a mean relevant input factor. For example, consider the 
following illustration: 



S ai , a2 *• ?..-._ef c> * 



a ■ ■ n 

where: a ■ ' mean relevant input factor v 

Z " *' thfe sum of ••••V * 

al f a2 f etc*'- selected relevant input portions 

, n w total number of selected relevant input portions 

0 > 

Once the mean Input- factor (a) has been synthesized by* the listener, 

it Ls then correlated with the original topic (A). The * following dlas^ari 

will illustrate this relationship: 

r , ' ' < 

figure I 

1002 r 
j 1 1 

a. f- A - j A ; aj (ihe "SYNTHkS 1 !M:0!)l!i:T")^ 

where: t * correl U i<»u * ^ 

.i - ntOrin re 1 e Vtiiit, inpnl I -i< ■ • o r 
A =« original to;iif 



•The rfecoiftl stage /of- the creative listening skii^' in the evaluation 
by the listqncr ojf this synthesis product.. . ,Jt.>. is. at this_$>oirtf: that*, the 
effective listener has the opportunity to r ^ incorpora te the mean relevant 
input into hjls original conception' of .the topic. In. other words, Jris 
particular perception of- the topic, issue, or -question, may be ^ubj^ct to 

change as a result^ of this incorporation. ^For clarification, we submit 

■ - " : • 0 r<C- ; • 

the' following illustration:. * ( ' ! ' 



Figure 3' / 



■f a:..| a ,| — , > . A -a H . 



SYNTHESIS \ / EVALUAtjOl^. V./ 

" PRODUCT. " ; * , /'PRODUCT 1 
. (Topic-Input dimer) (Topit.-lndut^ d inner) 

■ ' ' * ' . / . . ■' ; r * ■ 

.The- plotted" line in the synthesis product .implies that the listener, 
has the opportunity at this ^point to allow his original perception of 
the topic to be altered by what he 'has -heard. - A3 a result of this in- 

,' ' ^ . . ■ - v . \ 

corporation he will gain new insight and sensitivity to the topic at 



hand, 'We, therefore, submit that an -educational leader will welcome i 
change or alteration in his .perception of fclje topic (s) , „ whereas an * * 

• • ■ - • \ \ 

administrator who is.no more than an educational manager will not allow 

■ r ■ - ■ > ■ \ \ .. 

his perceptions to be changed. .The educational Reader, in his open- 

\ '. ./ 
liudedness, will allow, the evolution of the s^nt^hftsis product into th$ 

more defi i Table evaluation pr«ducfr.'- .On t the other b^and, the educational 

■manner, * in his closed-in Lndednoss , may Very well nob allow the sny their; is 

! I 

f */" ' 

product to ;.»deM|uately evo've into the evaluation product despite .the 
t a i ■ t 1 I 1 : i t } i e m ay h a v e [: r*.\\l 1 y improved I i i .» 1 i s t on i an ■. s \n 1 1. s . 



. . . - - 

. . MODEL OUTPOT 1 

'The output: of the ,ef fective 'listening mo'de({j then, is synonymous 
with the output of the' creative listening component. This output coiv 
sists| of evaluative products f in the form of "topic-input dimers,/' a 

! 1 

dimori being any theoretical construct consisting of two parts. , In 
addition, we must state that certain common ground exists -between 
effective l'stening and response* as . the output of "effective listening 

may^ell be t N he input for effective response. 

' % ' - "> .-*■"- 

The following illustration is presented for clarification of the 
relationship between the output this listening model and response 
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!t should be noted J^iL^i£uj/ listening r.ode.l stops with the formal ion 
: the topic- input di/iers. This is the departure point between listening 
SvA active response t*\^rui' ion. It would seem that the listener must > artd 
does, go to completion of nur model it effective listening is to occur 
whether or itot a response is forthcoming; however, the diners or end- 
products of the listening process would provide' fertile ground for the 
^conceptualization necessity for response. Response which is "not basfed 
upon all of these components could only result in effective, premature 
response in the form of statements or questions. Furthermore, we feel 
that well-directed and formulated questions are predicated upon effective 
listening or upon the additive process involved in these five skills. 
The response process, however, is a further extension of this model and 
should be treated elsewhere. Finally, to derive the maximum benefit 
frou the use of this Listening model, the edj^^l^nal^h^ader needs more 
than die mechanical ability to perform tlioAo listening skills - he must 
b-» open-minded and receptive to fresh, even occasionally* alien, ideas. 
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